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Know the enemy, know yourself; esprit de corps that complements Army values and
your victory will never be endangered. enables units to perform effectively under a variety

Know the ground, know the weather; of conditions. The Model of Excellence focuses on
your victory V\,Iill then be total '’ standards, and noncommissioned officers (NCOs)

Sun Tz are keepers of the standards. The model’s three prin-
—=un 12 cipal components—competence, confidence, and

PARTMENT of the Army Field Manual discipline—are mutually reinforcing. Balance among
3-0, Operations says, “The art of command competence, confidence, and discipline creates
lies in the conscious and skillful exercise of commangtrong units with high esprit de corps. _
authority through visualization, decisionmaking, and Competence.Competence means that soldiers
leadership2 These characteristics are the hallmark§ave the skill, knowledge, and ability to do their
of great leaders within the military profession. Greaobs—and to do them right. Competence is the mas-
leaders are able to visualize an operation from itgry of four domains: values, attributes, skills, and
current state to an end state; to make qualitativeRctions: The Army values—loyalty, duty, respect,
better decisions than can an enemy; and to lead séglfless service, honor, integrity, and personal cour-
diers in peace and in combat. Perfecting professior@le (LDRSHIP)—reflect individual character and
skills improves the organization by helping develogepresent the heart of our soldier-centered pro-
future leaders and build future teams. Strong teanf@ssion. .
enable the Army to operate as a learning organiza- The three types of attributes from the Army lead-
tion capable of adapting to meet any challenge. €rship framework—mental, physical, and emo-
The complexity of the military profession requirestional—contribute to individual competence by pro-
leaders who can make the most of physical, intekiding the ability to learn and apply skills to solve
lectual, and moral resources. The professional chd\my problems:. These values and attributes clearly
lenge of battle command involves applying the alescribe what a leader should BE.
and science of war to specific conditions. Doctrine Skill, the ability to apply knowledge to solve a prob-
assists, but doctrine is descriptive, not prescriptivéem, is essential to developing competence. All ser-
and requires commanders to get personally involvéice members learn technical and tactical skills as
and make decisiorisThis article focuses on the part of their transformation from civilians to soldiers.
thoughtful application of doctrine in specific condi- Technical skills give soldiers the know-how to op-
tions. | endeavor to show how to apply doctrine, userate equipment. Tactical skills provide leaders with
ing METT-TC (mission, enemy, terrain and weatherithe knowledge to make the right decisions at the ap-
troops available, time, and civil considerations). ~ Propriate leader level concerning the employment of
Battle command is developed and practiced basétfits in combat. Also, leaders develop interpersonal
on two integrated leadership models that guide ogkills to gain knowledge of their people and how to
erations in garrison and in the field—the Model ofvork with them. Since leadership begins with influ-
Excellence and the Battle Command Model. Th8ncing people, these skills are critical for operations
models provide the foundations for effective leadand for improving the organization by developing fu-
ership and battle command in the wide range dgire leaders. Finally, conceptual skills allow leaders

conditions encountered by deployed units. to understand and apply doctrine and other ideas re-
quired to do the job. Developing skills in these four
The Model of Excellence knowledge domains (technical, tactical, interpersonal,

The Model of Excellence depicts the relationshi@nd conceptual) leads to competence in what lead-
between competence, confidence, discipline, arets should KNOW.
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The actions a leader must DO derive from the&nd to build confidence. Unit discipline also provides
Army definition of leadership. Without action, one the expectation of accountability—not to be confused
suffers from a syndrome known as “a whole lottawith a lack of trust. Accountability provides an im-
HOOAH and not enough DO-AH.” Leader actionspetus for increased discipline and provides structure
are categorized as influencing, operating, and improyer doing the “harder right.”
ing. The “influencing actions” (communicating, Leader discipline is perhaps the most important
decisionmaking, and motivating) stem from interperform of discipline in a warfighting organization.
sonal and conceptual skills and are grounded in irfHowever compassionate we may be with others,
stitutional values and character. The “operating acve dare not be soft or indulgent with ourselves. Ex-
tions” describe how Army forces conduct missionsellence comes at a price, and one of the major
in a continuous cycle of planning, preparation, ex-
ecution, and assessment. Battle command pow:
this operations process, which draws on commander.. . _1he commander uses the battle-
and staff skills to address all aspects of the art andfield framework to form the visualization.
science of warfare. “Improving actions” focus on The assigned area afperations delineates the
the organization and the institution by developing sub- physical volume of space in which the form-
ordinates into future leaders and building teams ar@tion will operate. The battlespace is conceptual
systems that endure beyond a leader’s tenure. As and includes such things as the area of
soldier and leader competence grows, individual coninfluence, the area of interest, the information
fidence inevitably follows. sphere, the flow of reinforcements, institutional

Confidence. Confidence expands through rep- capabilities, and so on.
etition, which leads to an automatic response. S
diers who know how to use equipment properly
(technical skills) gain confidence that they can conprices is that of inner contrdl. NCOs are keepers
tribute to the mission. Mastery of the art of tacticof the standards. Organizational leaders develop in-
at the appropriate level and competence in tacticdividual and unit collective skills, and they also en-
skills give leaders the confidence to make sound dsure discipline through policies, systems, and pro-
cisions and give subordinates the confidence to makgams that promote competence, confidence, and
recommendations. discipline (for individuals, units, and leaders). Solid

Soldiers and leaders must have the opportunity iadividual, unit, and leader discipline makes excel-
develop interpersonal and conceptual skills. Knowlence possible at all levels.
ing fellow leaders and soldiers and how to work with Esprit de corps. The by-products of compe-
them offers the double benefit of developing confitence, confidence, and discipline are esprit de corps
dence in one’s own interpersonal skills and confiand high morale. Esprit de corps is an indispensable
dence in one’s battle buddy. Developing confidenceommaodity in military organizations, but one cannot
based on competence in conceptual skills mearmsy it, sell it (or trade it in for something else), or
more than knowing doctrine, standing operating prodemand its presence. Esprit de corps grows spon-
cedures, and tactics, techniques, and proceduréaneously when soldiers, leaders, and units operate
Confidence comes from developing the ability to unwith competence, confidence, and discipline. Find a
derstand and apply knowledge—first in thought, theanit with high morale and esprit de corps, and one
in action. can rest assured that disciplined, confident, compe-

Discipline. With competence and confidencetent soldiers fill its ranks, and disciplined, confident,
achieved, discipline is required to achieve and maircompetent leaders stand in front, behind, and within.
tain excellence. Individual soldier discipline is con-
sistent with living up to Army values. Discipline The Battle Command Model
means doing what needs to be done without being The Battle Command Model of leadership sup-
told to do it and doing what is right when no one iorts decisionmaking in both tactical and garrison
watching. Soldiers demonstrate self-discipline byperations.The Battle Command Model, grounded
mastering required skills, maintaining proficiency inin Army decisionmaking and leadership doctrine,
those skills, and seeking opportunities to learn or dgrovides leaders with a useful framework within
velop new skills. which to solve Army problems. The Battle Com-

Unit discipline is the collective discipline of orga- mand Model depicts the essential elements of mili-
nizations of all sizes. Units train individual and col-tary decisionmaking including the five-paragraph field
lective skills, provide opportunities for ongoing train-order and METT-TC. Perhaps most important, the
ing to maintain proficiency (competence), andBattle Command Model portrays the importance of
provide training opportunities to develop new skillsunderstanding the relationships between each of the
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The reverse BOS analysis of the_enemy is
not limited to tactical forces but |nclud~es
such factors as road congestion.

= ' Ty -r" = ":_:l
As commanders face everyday challenges in garrison and the field, the “enemy is
whatever stands in the way of excellence. Tpvmcipal examples are flghtlng the tyrannies
(distance, dispersion, congestideyrain and weather, and so on) and facing asymmetric threats
against our vulnerabilities, such as terroristhhe value comes from seeing the enemy, not in
isolation, but in relation to the other factors of the Battle Command Model.

individual considerations; the lines that connect thé&on in time, space, resources, and purpose.
model’'s components represent the interdependenceResources available vary based on the level of
of several factors to assemble a coherent and hithre organization, but they can be described by the
listic decisionmaking aid. elements of combat power (leadership, maneuver,

Visualize. The commander must visualize eachfirepower, protection, and information) and the battle-
operation from the current state along a line of opfield operating systems (BOS). For the purpose of
erations to the end state. Through the application efsualization, the specific tasks to the formation might
the art of war, the commander gets a picture of theot be fully developed, but the overall aim and the
operation in his mind. Intuition, based on experiencpurpose of the operation must become clear. In the
and education, feeds the art of this process. But, jusixicon of operations doctrine, purpose-based opera-
as a painter must know the primary colors and thions facilitate the visualization by establishing early
combinations that produce complementary colors ion what is decisive, which shaping operations sup-
order to create a masterpiece, the commander mygirt the decisive operation, and which sustaining op-
know the science of war and demonstrate mastesrations facilitate the decisive and shaping operations.
of it. The science of war provides the basis for logid@hese purpose-based operations communicate pur-
and understanding of his visualization. pose in spite of physical geometry.

The commander uses the battlefield framework See the enemy:Battle command is the exer-
to form the visualization. The assigned area of opeise of command in operations against a hostile,
erations delineates the physical volume of space thinking opponent®This is a critical consideration
which the formation will operate. The battlespacdor, as Carl von Clausewitz says, “War is not the
is conceptual and includes such things as the areation of a living force upon a lifeless mass, but al-
of influence, the area of interest, the informatiorways the collision of two living forces.As a liv-
sphere, the flow of reinforcements, institutional caing, thinking adversary, the opponent has a center
pabilities, and so on. Another aid in forming the vi-of gravity (primary sources of moral or physical
sualization is METT-TC, the factors of which aid instrength, power, and resistance), capabilities, require-
understanding how the mission relates to the situanents, and vulnerabilitiéd From analyses of these,
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Confidence expands through repetition, which leads toeartomatic response.
Soldiers who know how to use equipment properly (technical skjish confidence that they
can contribute to the mission. Mastery of the art of tactics atappropriate level and competence
in tactical skills give leaders the confidencentake sound decisions and give
subordinates the confidence to make recommendations.

commanders determine decisive points, which they The status of physical forces is only one piece of
connect to form a line of operations. They conduct sombat readiness. The aim of warfare is to impose
reverse-BOS analysis of the enemy to better understapde’s will on the enemy. Will is energy and emo-
how he will fight. By doing so, commanders can retion, a passion balanced by judgment and printiple.
main enemy-focused, to fight the enemy (in multiple doSeeing yourself involves other moral forces, such as
mains) wherever he is (in spite of geography). personality, esprit de corps, health (physical, emo-
This analysis is not limited to tactical employmenttional, and spiritual), and courage.
against an armed force on a traditional battlefield. See the terrain and weatherThe factors of
As commanders face everyday challenges in gart@ COKA (observation and fields of fire, cover
son and the field, the “enemy” is whatever standand concealment, obstacles, key terrain, and av-
in the way of excellence. Two principal examplesenues of approach) still serve for terrain analysis,
are fighting the tyrannies (distance, dispersion, corand operational weather forecasts serve well. The
gestion, terrain and weather, and so on) and facingeather is the first enemy. Summer heat waves
asymmetric threats against our vulnerabilities, sucbontrast sharply with bitter cold winters, and ever-
as terrorism. The value comes from seeing the eghanging weather conditions challenge operations.
emy, not in isolation, but in relation to the other facThe Battle Command Model enables seeing the
tors of the Battle Command Model. terrain and weather in relation to the other factors
See yourselfThe initial step for seeing yourself of the model. The effect of terrain and weather is
goes back to the Model of Excellence—compewnhat is important. Knowing there are narrow routes
tence, confidence, discipline, and esprit de corpsvith poor trafficability is useful, but knowing their
Commanders must understand their own centers effect on the enemy, friendly forces, and the mili-
gravity, capabilities, requirements, and vulnerabilitiestary operation is more so.
Again, this analysis cannot be completed in isolatioln:b .
it must take into account the current situation witP €scribe

respect to the other components of the Battle Com- Once the commander has assembled his visual-
mand Model. ization, he must share his vision for it to become
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actionable. He must articulate his visualization to sutexploit or deny the enemy’s ability to make qual-
ordinate commanders and the staff and describe hig decisions.
visualization of the operation from the current state, .
to the end state, using the terminology and languad®iréct L _
of the profession to clearly accomplish a shared vi- Armed with the commander’s intent, subordinate
sualization. commanders and staffs work to apply resources to
The formal means of articulating the visualizationechieve the desired end state, adjusting tasks of units
to the entire formation is through commander’s inin space and time to achieve the described purpose.
tent and commander’s guidance. The commandé&ommanders communicate the specific task and
describes how he sees the operation unfolding iUrpose to each subordinate in the “direct” function.
time, space, resources (combat power), purpose (deke doctrinal process that drives this military
cisive, shaping, or sustaining), and action. The urflecisionmaking is the operations process.
certainty, ambiguity, and complexity that accompany Operations processBattle command drives the
the fog of war should be mitigated by clear, concis@perations process of planning, preparation, execu-
commander’s intent and guidance. tion, and assessment, and the process cannot be ac-
Embedded intent. The Battle Command Model complished effectively without everything discussed
addresses commander’s intent as “embedded intergi© far. The operations process begins with confident
to demonstrate the importance of integration and ileader actions based on solid skills (technical, tacti-
terdependence throughout the model. The aim of aggl, interpersonal, and conceptual) by those with the
operation in combat is to impose one’s will on thecharacter and attributes to command effectively. The
enemy. Based on the strategy employed, the end®mmander visualizes the operation, describes it in
ways, and means for accomplishing that aim diffeterms of intent and guidance, and makes decisions
The commander’s intent clearly establishes the pute direct tasks to fulfill the purpose of the operation
pose of the operation and the key tasks that muist planning and preparation. The commander con-
be accomplished in relation to the visualized entinues to make execution decisions (to adjust to the
state. The intent itself should be actionable and ursituation, allocate resources to restore the plan, or
derstood two levels down. Since most Army operaadapt completely and change the plan). Assessment
tions are part of a larger unified action, it is impord4s continuous. The entire process is not linear, but
tant that the intent be nested with the highecyclical. So a crucial part of the Battle Command
commander’s mission and intent two levelsup.  Model is its continued application before, during, and
Time, space, resources, and purpos@&he after operations.
shared visualization that comes from the commander Concept of the operation.The concept of the
describes the operation in terms of time, space, reperation describes how the commander sees the
sources, and purpose. Actions are described in tingetions of each of his units fitting together to accom-
as simultaneous or sequential. Tempo, frequency, aptish the mission. The concept of the operation is
duration of the operation describe the flow of thehe integration of the elements of combat power and
action. The timing of the operation, relative to theBOS into the purpose-based operations the com-
enemy and conditions, describes time relationshipsander visualizes, based on the anticipated condi-
The relation in space includes mutual supportabilityions of METT-TC. The simultaneous or sequential
based on distances and line of sight, vertical airspadéming of the operation is described from the cur-
and the effects of distance on lines of communicaent state to the end state and includes the decisive
tion and the line of operations. If applicable, the comeperation, the several shaping operations that ensure
mander should describe the opportunities to pursues success, and the sustaining operations that sup-
an indirect approach to the end state. port them all. Once again, the integration of the
A critical part of military action is the com- blocks in the Battle Command Model enable the con-
mander’s decisionmaking. The goal is to enableept of the operation to address time, space, task,
commanders to make qualitatively better decisionand purpose in relation to the conditions and is al-
relative to those made by an enemy. Qualitativelyvays tied to the embedded intent, which is the re-
better means a right decision, at the appropriate level,lt of the visualization.
at the right time. Being better is not as simple as Running estimate. The concept of the opera-
making decisions faster and more often than can aion establishes common understanding up to execu-
enemy. For example, making a faster decision ttion time. Since the anticipated conditions of METT-
transition to the defense might cause a command®&C never survive first contact, the running estimate
to miss an opportunity for exploitation if the enemyprovides the medium for continual situational under-
commander decides at the same time to retrogradsjanding. The running estimate begins with mere
Commanders should do everything possible tgituational awareness, becomes knowledge with
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confirmation, and finally becomes understandingf all operations instead of “stovepipe,” BOS-spe-
when the commander realizes the effects of changific views from the staff. As new soldiers and lead-
ing conditions and adapts. The value of the runningrs arrive, rapid integration of new personnel is criti-
estimate is the continual integration of Battle Comeal to the continual preparation to “fight tonight.”
mand Model components, including aspects of safe®eployed units do not have the luxury of relying
and managing risk. According to Clausewitz, “Ev-merely on the collective experience of thousands of
erything in war is very simple, but the simplest thingsoldiers from dozens of other warfighting headquar-
is difficult.”** Maintaining situational understanding ters. Deployed units have unique challenges, with
gives commanders a better chance of overcomingnique organizations. They are usually task organized
friction. The running estimate must be continuoushand employed differently from how they were trained
updated, and striving for situational understandingn garrison. Deployed units must have soldiers and
must become habit. leaders who think, train, work, and fight using con-

Leader habit and discipline.The final compo- sistent models rooted in Army doctrine.
nent of the Battle Command Model brings us back As a commander seeks a shared visualization of
to the Model of Excellence (confidence, compethe challenges he faces, he must integrate all of the
tence, and discipline for soldiers, units, and leadersjements of the five-paragraph field order, address
which breed esprit de corps for deployed units)all factors of METT-TC, and conduct running esti-
Leaders of character and competence act tmates to adapt to ever-changing situations. He must
achieve excellence by developing confidence througsee himself and develop competence, confidence,
repeated actions, which become habit. Leveragingiscipline, and esprit de corps. He must see the en-
competence, nourishing confidence, and instilling disemy, weather, and terrain to discern their effect on
cipline and accountability throughout the formationthe operation. The embedded intent and concept of
leaders demonstrate the relevance and power of ttfee operation establish the actions he must accom-
Model of Excellence and its integration with theplish in time and space to achieve a common pur-
Battle Command Model. pose—uvictory.

. With situational understanding, commanders can

A Pattern of Thinking “initiate combat on our terms, gain and maintain con-

Battle command is a pattern of thinking for thetact, and seize and hold the initiative. We win on the
entire formation. The Model of Excellence servesffense [and through the exercise of battle com-
as a simple aid for training and development tenand, we can] build momentum quickly and win
achieve excellence, and it reflects leadership dodecisively (one hundred to nothing on the score-
trine. The Battle Command Model incorporates théoard).** This comprehensive, holistic focus, helps
doctrinal model of visualize-describe-direct, encomeommanders integrate BOS in planning, execution,
passes the unique challenges of serving in deployeahd during transitions. The devil is in the details, and
locations, and helps develop future leaders—planthe art and science of war enable the orchestration
ing the seeds that will germinate and grow throughef the details into an integrated operation. Com-
out thousands of careers. manders give back to the institution by developing

The enduring benefit of these comprehensivéuture leaders who understand the connections be-
models is that they facilitate an ongoing, holistic viewiween all of the above: This is battle commawa.
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